DOCUMENT RESUME

ED 260 486 CS 505 051

AUTHOR Sypher, Beverly Davenport; Zorn, Theodore E., Jr.

TITLE Communication Related Abilities and Upward Mobility:
A Longitudinal Investigation.

PUB DATE May 85

NOTE 29p.; Paper presented at the Annual Meeting of the

International Communication Association (35th,
Honolulu, HI, May 23-27, 1985).

PUB TYPE Reports - Research/Technical (143)
Speeches/Conference Papers (150)

EDRS PRICE MF01/PC02 Plus Postage.

DESCRIPTORS Cognitive Ability; *Communication Research;
*Communication Skills; *Interpersonal Competence;
*Job Performance; Job Skills; Measures {Individuals);
*Occupational Mobility; Speech Communication;
*Success

ABSTRACT
To provide a clearer understanding of the

relationship between various communication and communication related

abilities and individuals' work performance, a four-year
investigation was conducted to examine the relatxonsh1ps among four
measures of social cognitive and communication abilities, and the
relationships of these measures to job level and upward mob111ty in a
large East Coast insurance company. The four social cogn1t1ve
measures included cognitive d1fferent1at1on, self-monitoring,
perspective taking, and persuasive ability. The data revealed
51gn1f1cant relationships among all combinations of the
communication-related abilities. Each was significantly related to
job level, and three of the four were significantly velated to upward
mobility. Stepw1se multiple regression analysez revealed that, of the
four communication-related ab1l1t1es, cognitive dlfferentlatlon
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COMMUNICATON RELATED ABILITIES AND URPWARD

MOBILITY: A LONGITUDINAL INVESTIGATICON

'l
RBSTRACT

This paper reports the results from a four-year investigation of
the relationships among four measures’' of social cognitive and

communication abilities-—-cognitive differentiation, seif-monitoring,

persoective—taking, and persuasive ability-~-—and the relationships of
these measures to job levei and upward mobility in a larpe east coast
insurance company. The data revealed significarnt relatiornsnios among
ail combinations of the communication-related abilities. Eacn was
significantly related to Job level, and three of the feur were
significantly related to upward mobility. Stepwise multipie
regression analyses revealea that, of the four commgnication-related
abilities, cognitive differentiation accounted for the most variarce
i predicting Job 1level and uoward mobility. The findings suggest
that communication apilitias are important to the success of
ingividuals in organizations. Persons with more develoved abilities
termed to be found at higher levels in the orpanizational hierarchy

and terded to be promcted more ofter than oersorns with less develeoped

anilities.
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COMMUNICATION RELATED ABILITIES AND UPWARD MOEBILITY:

A LONGITUDINAL INVESTIGATION

There is 1little disagreement about the importance of
communication in wWork situations. Good communication is considered a
key characteristic of  organizational effectiveness (Rcberts,
O'Reilly, Bretton & Portef, 1974), a significant predictor of Job and
communicat ion satisfication (Boldhaber, VYates, Porter, and Lesniak*,
1378, an indicator of effective management (Mintzberg, 1373;
Boyatzis 1982), the link that integfates work units and
organizatiornal levels (Likert, 1967), and the vehicie through which
organizational images are created and good public relations
maintained. Indeed, without communication there would be no

organization.

Despite the longstanding claim tnat comoetent or good
communiication contributes to ingividuail ang organizationral
effectiveness (Likert, 19673 Argyris, 1962), there is little

consensus about what constitutes “good” or competent communicaticn.
The traditiornal approach in the organizatiorial communicatizr area has
been to equate "good" communication with satisfying communication,
ang relevant investigations have focused on factors or varianles
thougnt to influence percentions of communication satistfication, e.g.
honesty, trustworthiness, operness, etc. (Goldhaber, et. al., 1378;
Jablin, 1379). More recent studies offer criteria by wnich gocd or
competent communication can be assessed (for a review, see E. Sypner,
i384) and management stucies have begun to target the dimensioris of

commuriication behavior wnich separate effective and irerfective

manacers (Boyatzis, 13982).
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Implicit in all this work is the ;ssumption that individual
differences in communication behavior make a difference at the
individual and ultimately the organizational level. However, the
kinds of differences ;re not altogether clear. Moreover, the kinds
of important coﬁmunication skills are even less clear. In beginning
to unravel and further understand this tangle of related worﬁ, it is
reasonable to begin at the individua? level, since the activities at.,
the micro level make macro level functioning poss?ble.

The present study is arn effort in this direction. More
specifically this study seeks to provide a clearer undgerstanding of

the relationship between various communication and communication

related abilities and individuals? work performance. The auestions
gulidirmg this researcn are focused on the individual empicoyee and tne
difference, if any, communicaton sikills make, especialiy in regard to
uoward mobility.

To examine this issue, we chose not tao igriore tne voluminous
data on managerial effectivess. Hecause of @ traditional focus on
managers, there are a good many studies which offer scme insight i”t?“‘
the relationship between individuai communication behavicor ihé
inoividual performance in the organization.

(0

-

Communication Competence and Mariagerial Effectiveness

Beginning with Dale Carnegie’s popular writings in tne 192@'s,
there have been rumerous studies linking communication skillis to
managerial effectiveress. From ERarnard’s (1938) early writirigs and

Likert's (1961) semirai work on mariagerial effectiveriess to




Boyatzis's }1982) more recent empir;cal work on competent marnagement,
there have been continual attempts to link communication relevant
characteristics to effective supervision (Funk, 1956; Simens, 1961;
Zima, 1968; Richetto, 19693 among othe#s). In summarizing this
research, Redding (1972) suggested that better suparvisors are more
"ecommunication-minded®. That is, they are empathic listeners, they
tend to ask or persuade rather than tell or demand, and tney are
sensitive to others' feelings and ege—~defensive needs. "

R decade later, Kotter (1982) and Boyaizis (1982) continue to
maintain that communication skills are prerequisites to managerial
competence. Kotter argued that the ‘“best" managers are able to
skillfully and apgressively build a network of relationships which is
instrumental in helping them implement their plans. Boyatzis (1982)
rei1tereated .these claims and sugpested that related factors suen as,
social develaooment, interpersonal skills, and effective publiec
sSpeaking were important in differentiating between poor, average, and
superior managers. Eoyatzis (1982) provided souncd empirical evidence
to supoort the claim that the ability to communicate effectively 1s a
requirement for comoetent maragerial performance.

In this same vein, McCalli and Lombard (198&83) pointeo out that
commuriication aoilities were key factors separating successful and
"oeraiieo” executives---those who were expected to be successful, but
reacned a plateau, were fired, or were forced to retire early. The
mast  often cited reason for oerailment was insensitivity to others.
Other reasons ircluded the lack of persuasive skills, arrogance, awrao

faiiure to charige or adapt. These researchers concluded that the

avility to understana others® persoectives was the most glarino

difference between successful and derailed executives.
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N On ex;mination, these findings regarding the relationship
between communication and managerial success begin to look a lot like
a list of criterion measures by which communizztion competence can be
assessed, e.g., empathy, perspective-taking, porsuasive abilities,
adaptability, listening, etc. Despite the relative confusion about
communication competence and ways o measure it (Bostrom, 1984),
there appears to be a great deal of conceptual agreement.
Consistently, research findings reveal that empathy or other—,«
orientedness, interaction management and behavioral flexibility are
central characteristics of a competent communicator (B. Syopher,
1984).
What is increasingly clear is the lack of any gereral framework

undergirding this type of research ({i.e., communication competence in

general and the communication comoeterice of maragers more

specifically). Most investigaticons, especially those 1n marniagement,
have been explcratary in nature, amassing a large number of variables
and testing the predictive apility of each. To make a coherent
contribution, this research must be guided by more theoretically- -,

-

grounded aporoaches to communication. There is 1little chance é?

)

integrating findirngs without such gdeveloomenrt.

In this vein, we chose to couch our apopreocacn 1n a gereral social
cognitive orientation. Constructivist work in particular informs
this investigation, and for the most part, this piece of research is
an extersion of earlier work seeking to understand the role of

communication related abilities 1in precgicting individual success in

work settings.




In a constructivist view, communication is simuléaneously a
social and psychological phenomencon--social in that it is an activity
that must be coordinated between two or more people, and
psychological in that communicators rely on a variety of pognitive
schemes to interpret the actions of others and choose apprapriate
actiors of their own (B. 0'Keefe and Delia, in press). This view
demands that the constituent aspects of communication competence
include relevant social and bsychological processes. "t

Delia and Clark (1975) have described the competent communicator
as one who "utilizes kriowledoe of a shared code (language and rules)
to express meanings in a form calculated to control another's
irterpretations so as to control the other's beliefs or actions
towaro some particular issue, event or policy" (p.2). More recently,
Ciarx and Delia (1979) discussed communicative competence as the
gevelooment of "complex and aostract modes of canceotualizatiorn wnicn
permit the differentiation arnd integration of understanoings of
particular situatiorns ard persons .and, hence, the adaptation of
messages to specific circumstances and listeners® (p.18%). Thus, the
canstructivist view of communication emohasizes .social construal
orccesses and the development of a difrerentiated stratenic
repertoire. In gereral, constructivists argue that as communicators
cevelop the capacity to more effectively conceptualize the supjective
perspectives and psychological characteristics of tneir listeners.,
they shouid be better abie to produce listener—~aoaptea messapes, one
reowremnent for comoetent communication.

Research in the coanstructivist traoition has soupght to 1identify
the constituent characteristics involved in the develcomerit of

commurilication comoetence. A major focus has oeen o individuals!?
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-'interpersonal cognitive differentiation and its relationship to other

commuriicative abilities. Based on Kelly's (1955) theory of personal
constructs, constructivism posits that interpersonal constructs form
thea bagis of communicative choices, since constructs are the
dimensions along which communication relevant listener
characteristics are judged (B. 0’Keefe and Delia, 1979).

Research has clearly shown that communicators:® interpersonal

construct system development is significantly related to other

..l
communicative abilities. For example, highly differentiated
individuals, as indentified by Crockett’s (1965) RCQA measure,

gererated a greater number of persuasive arguments (B. 0'Keefe &
Delia, 19733 H. Sypher, Witt & B. Sypher, in press), were better
perspective takers (Hale and Delia, 1974), were less reliant on
simplifyaing schemas for understanding social relavions (Delia aro
Crocikett, 1973), were less 1likely to get cognitively caverlcadea
(Mower, White, 1977) ana were more effective commuriicators (Hale,
1381,

In organizational studies, hignly oifferentiated individuals
were located in higher levels in the orpanization, Jjuaoed themselves
to be more effective communicators, arnd were Judgeé by peers to be
more persuasive than their less oifferertiated peers (B. Sypher,
1981; B.Sypher and H. Sypher, 19843 E. Sypher et al., 1384).
Aaditicnally, highly differentiated leaders were judned to be more
effective performers by tneir supervisors, arg they were found to use

more person-cent ered commurniication, particularly 1in regulative

situations (Husbard, 1382).




I - ]

A study by Goodman (1968) investigated the relationship of
cognitive differentiation to Job level. However, rather than

focusing on interpersonal cognitive differentiation, Goodman looked

at individuals?® perceptions of salary structure, promotional

Y authority structure, and major

structure, financial structuée,
organizaional preoblems. Goodman'!s. measuwre atiempts to determine how
much knowledge an indivicual possesses regarding these organizational
Jssues and how refired that knowledge is. Although the relationshie
found was not particularly strorg, most persons at higher levels of
the organization were highly diferentiated whereas some pecple at
lower levels were highly differentiated arnd some were nct.

Most recently B. Sypher (1284) reported sigriificant positive
correlations between cognitive differentiation and Jjob success, but
she conclu099 that these early finoings raised more auesticns than
they answered. For ore, these findings were derived from cata
gathered at ore point in time, ana thus auestions about how
differentiation and Job level were related could not be answered. In
contrast the study reoorted here utilized a three wave orocedure to
determine 1f differentiation and other communication relevant
abiiities were related to job level over time ana more specifically
to uoward mobility in the crpanizatiorial hierarcny.

Despite the large amount of evidence substarntiating the
cognitive differentiation and communication 1link, there 15 some
concern over the RCQ measure 1tself. The most sericus claim 1s that
the RCQ may be measuring simole loquacity as ocaocsed to any cognitive

representation of the indivioual (Powers, Joraar, ana Street, 1981).

However there aopears to be clear evidernce to disoei the noction tnat

10
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rcognitive differentiation, as measured by the RCQ, is merely a

measure® of loquacity or verbal abilities (Burleson, Applegate and
Neuwirth, 1981) or even intelligence (H. Sypher ard Applegate,
1382). Indeperident investigations provided sound empirical eviderce
that differentiation is a separate and distirct consttuct underlying
variocus communication abilities. Regardless of recent
reinterpretaticons of the RCG (B. 0O'Kmefe and Delia, 1982), it isg
apparent that cognitive differentiation is related to tne impressions‘

»
we make about others and the resultant strategies we employ to
communicate,

In addition to a concern with cognitive differentiation,
constructivist research has focused orn social persoective-taking and
parsuasive abilities. FPerspective-taking involves cognitive
processes usgd in detecting ard interoreting benavioral cues ana
verval messapes in order to understand the persoectives of others.
Burleson (1982) suggests that persprctive-taking ability is crucial
to such diverse communicative activities as effectively acaoting the
form and cortent of a message to an audierice, maviaging the topic of a
conversation, selecting the proocer titles, nonorifics and forms of
address, ard maintaining conversational ccherence. . Previous stuaies
have shown' persoective-taking ability to be positively related to
construct system differentiation and abstractness (Eurleson, 1982),
organizational level, self-monitoring ability, and self-reocrts of
perspective-taking ability (B. Sypher, 1384).

Fersuasive ability, or the ability to cornstruct persuasive
messages, also has been 1inked consistently to construct system

geveloomerit (Apolegate and Delia, 19823 Clark and Delia, 13773 Del1ia,

11
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. Burleson 'ana Kline, 1979 bclia and Clark, 1977; B. 0O'Keefe and
Delia, 1979). This body of research has sought to substantiate the
constructivist claim that interpersonal construct system development
is the basis for persuasive communication performance (B. 0'Keefe and
Delia, 1979). However, Seibold, Cantrill, and Meyers (in press), in
their review of current persua;ion literature, note that most
research has focused on the variables which influerce strategic
message choices and persuasive ability. Absent are studies linkiqg‘
ability and message choices to outcomes.

A final dimension of communication considered in this study égs
self-monitoring. Even though this dimension is not consicered a part
of the cornstructivist orientation, it is congsidered a sociai
cognitive ability related to communication and interpersonal

competence, and it has evidenced a significant positive relatiocnsnin

to the other communication relevant abilities in this stuay (K.

Syoner et al, 1383). Several researchers, i1nciudirg Atnay ana Darley

(1981) have viewed self-monitcring, along with perspective-taking, as

-t

[

crucial comporents of competent commuriication.

Self-monitorinog, a construct proposed by Snyder (19743 1279,
invcelves attending and responding to situa;1onally relevant
interoersonal cues ana using them to guide one's seif-presentation.
Self-monitoring ability has been linked to a number of otner
ccmmunication relatea skills. For example, high self-monitors have
beeri shown tc be more accurate in recalling information anout cthers
(Berscheid, Graziana, Monson, and Dermer, 1376), to pay closer
attentian in inferring ancther's intentions (Jones and ERaumeister,

i97€), ano to be more persuasive (Dabbs, Evans, Hopper ard Purvas,
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: 198Q) when .compared to 1low self-monitors. Qdditi&nally, high
self-monitors perceived themselves to be more effactive communicators
(B. Sypher and H. Sypher, 1983) and were perceived by cthers az more
humorous (Turner, 1988). Finally, self-monitoring was included in
this study because it has been found to be positively related to job
level and to construct .differentiation (B. Sypher, et al., 1983) and
to seiected career choices and career success (Snyder and Camobell,
1382). e

The communication and communication related abilities
discussed-—- cognitive differentiation, perspective-taking, persuasive
anility and self-monitoririg-—have each been related to each other in
various combinations as well as to other relevant communication
skills. Additicnally, B. Sypner (1934) has presented evidence of a
positive relationsnip between connitive differentiation,
persoective-taking, self-monitoring and Job level. However, tnese
four abilities have yet to be investipated simuitarnecusiy or togetner
in relation to Job level, ore measure of‘individual success in  an

organization.

The present stuoy attemots to rectify this situation, as well as

examire the relationsnip of these abilities to another more probable
indicator of individual success in  organizations, upward mopility.
In this study, upward mobility 1is ooerationalized as the averanoe
rumber of jJob levels advariced per year in the organization. This
aagcied dimension of success should give a more complete picture of
advancement in the organization than Just examining aifferences
between individuals at high and lcw Job levels. More 1mportantly,

tne 1cngitudirnal aoorocach taken in tnis stuay i1ncreases our

confidernce 1n tne findings. Uniike earlier werk that founa evicence
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:bearing on the communication and job success relationshin at one

point in time, this investigation tracked employees over a four year
period. This longitudinal design is based on Fettigrew's (1979) ard
others® notion that extended investigatidns allow for more in depth
questioning and provide a clearer picture of the phenomena studied.
As a result of our longitudinal design, we were able to ask questions

about the predictive ability of communicative apilities over time.

Research Questions

Qi: What 1is the relationship between cognitive differentiation,

perspective-takinag, self-monitoring, and persuasive ability?

@2: What is the relationship of these social cegnitive are

communiication abilities to job level?

R3: What is the relationship of these sociai cconiitive aria

communiication abilities to upward mobility in the organization?
METHOD _

The Orparaization Studied

The data in this investipation was coliected at tne headouarters
of a large east ccast insurarice company over a  four year perioc.
Initial data were collected on site in 1980 and again in 1982. The
1984 data were collected via a mail survey in 1984. During this

time, the company merged witn a large coriglomerate. The merger

14




‘changed the ;ystem of Job level ratings and 1likely playéd a role in
the reduction of the pool of participants in tne study.

This organizsation was particularly suited to this research
design for two reasons. First the organization is very communication
minded. Many work projects dre completed through group efforts, work
spaces are open to encourage interaction, and a variety of social
activities are organized on-site, e.g. card games, exercise classes,
Jegging clubs, bowling teams, company-soonsored picnics aﬁg‘
ballgames, etc.

Seconrd, this organization’s hierarchy is very clearly evidenced
tnrough the level designations of individual members. Thus a chanoe
in levels i3 the mairn kind of advancement and one of the most
concrete referents of status or success. As Rosenbaum (1979) notea,

"If status is corceived as the orestige accorded
to oeople on the hasis of their occupational
positicn, then level categories orcvice a fine-
grairned delineation of the most imoortant status
distinctions witnin orgarnizations” (p. 224).
Income, occupational status and other measures of atainment will be

ouite insensitive to career mobility, he aaded.

#articipants

Seventy-three emoloyvees cuonstituted tne iritiai 138@ samsie,
reoreserting a cross section of departments ard leveis. Eleven
particianants were added in 1982, and six 1irn 1984 for a total aof 92
participants. Of the original 73 participants, &5 were no loriner
with the comoany in 1384; additiorally three of the elevern addea 1in

1382 were no longer emfloyed in 1984. To further illustrate the




fberils of longitudinal data collection, some of tHe measures
discussed below were not able to be taken on the 1982 and 1984

groups. Sample sizes for each measure are reported below.

Measures
Cognitive differontiation. A modified version of Crockett’s
(1965) Role Category Questionnaire (R2Q) was used. The RCQE is a

free response instrument, based on Kelly's (1955) theory of personal
constructs, which reauires subjects to describe a 1liked and i;l
disliked peer. In keeping with the purposes of this stuay,
participants were asked to describe a 1liked and a disliked
co-worker. Substantial evidence exists for the validity of the RCQOQ
(D. 0’ Keefe and H. Sypher, 1981), which 1s scored accoroing to coding
procedures outlined by Crockett, Press, Delia, and Kermy (1974).
Each descript}on is scored for the number of aistirct cornstructs
used. Crockett (1965) reoorted a test-retest relianility of .33 for
tne RCQ. Inter—-cocer reliaoility for this oroject was _.97. RGQ

scores were available for 82 participants.
’

Seif-monitorirg. Snyder’s (1973} Self-Monitoring Scale; a

g@-item, true-—false checklist assessirng self-morntoring behaviors,
was used. Snyder reported internal reliabilities ranging from .6@ to
«72. Selif-monitorirng scores were availaole for 82 particioants.

FPerspective—~taking. This aonility was measured by a modified

version of the Gocial Ferspectives Task ceveloped by Hale and Delsa
(1376) and Pelias (1979). In this task, stugy participants were
given anformation about a hypotnetical confrontatiorn oetween a
superviscr ard subordinate and were asked to answer specifice

questions reparding the perspectives of eacn persorn 1 thne

hypothetical situation. Responses were scored usirg Felias? (1379)
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- procedure; esach response was given a score ranging from zeroc to four

depending on how well the participant could maintain the requested

perspect ive—-taking level and provide complex and integrated
descriptions of others' perspectives. Interrater reliability in this
study was .90. Perspective-taking scores were available for 72

participants.

Persuasive ability. A task developed by B. 0O'Keefe and Delia

(1373) in which subjects are presented with a hypothetical situatiin
and asked to write a persuasive letter was used. Scores on this task
reflect the total number of arguments or appeals gernerated by
subjects. Interrater reliability on this measure was .37.

Fersuasive ability scores were availabie for 693 participants.

Job level 198@. The organizatiori in this stuay has a system in

wnicn each job is assigned a rating reflecting its level in the
organizational hierarcny. In 1989, when tnis study was begun, the
system ranged from -vie to 3. Participants in the 1388 phase of tne
study were asked to place themselves ir cne of five categories: 1-3,
6—-10, 11-15, 16~-20, ard Z1 or above. Participants who were added to
the study in later years were asked tneir 1980 Job level and thus
were added to this sample, for a total n of 77. '

Job level 1982. The 1382 job level oata were collected on-site
as part of a larger investigation. During these meet ings, empioyees
were asked to report tneir exact job level so more precise movements
in level could be detected. We have 1982 jJob level data for 56 of

the study participants. This number reflects the addition of some

new and the attrition of some former participants.
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N - Job level 984, This measure was taken in 1984 via a mailed
questionnaire. Subjects were simply asked to report their 1984 job
leval. The job level rating system used in 1980 had been changed as
& result of the corporate merger. The new system of ratings ranged
from 36 to 59. A conversion chart was obtained from tne company
(since some participants reported their level using the old system
and some used the new system) so that Job levels could be
standarized. Each level rating in the o0ld system was directl);’
convertible to a level rati%g in the new system. This measure was
obtained from 58 participants.

Upward Mobilityvy.

This measure also was obtained through the 1984 mail survey.
Stuay participants were asked to report the year they Jjoined the
organization and their initial job level. An upward mobility score
was optained by dividing the number of levels each participant had
agvanced by the nrumoer of years each had been employed by the
organization. Calculating the score 1in Fhis manner reflected the
rate of movement up the organizastional hierarchy. Thus, if two
persons advanced the same number of levels, the one who had done so
in the fewest number of years would get the higher ;core. A negative
seore was obtairied for one participant. However, since she 1naicated
that she had left the organization for several years ard was hired
back at a lower level, a decision was made not to include her score.

Uoward mobility scores were obtained for 55 participants.

RESULTS
The results of this study are organized around the research
questions cutlined earlier. Correlational analysis revealed several

strong relati1onships.

18
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Table 1 ‘shows the correlation matrix for the four sceial
cognitive and communicative &bilities. With the exception of
self-monitoring and perspective-taking ability, all measures have
significant positive relationships. The strongest correlations are
between cognitive differentiation and perspectivé—taking (r = ,.58)
and differentiation and persuasive ability (» = _5g). Snyder?s
(1974) self-monitoring scale had the weakest relationships with tne
other study variables.

All four variables had significant positive Felationships to job
level across the four years involved in the study (see Table &.).
Wheri the yéars are combined (new subjects and attrition account for
the differences in sample sizes), construct differentation was mcst
strongly correlated to Job level (r = ,855), follcwed by
perspective—taking abiiity (r = ,51), persuasive ability (r = ,S&)
and self-monitorivg (»r = ,44).

Irni order to better understand the relaticnship of these
varianles, stepwise multiple regression was used to predict job level
(a .05 erntry 1level was specified). Interpersoral cogritive
differentiation was the strongest predictor and acccuntea for 3% of
the variance in job level. Self-monitoring entered sécond and raiseq
the r& to .41 whiie perspective-taking entered third (r2 = .47).
Persuasive ability raised the tctal rE.to « 49 but did not meet the
.85 entry criterion. Interpretation of beta weights was problematic
because of multicollinearity.

Upwarda mobility in the organizatiorn correlated significantly

with interperscnal cegnitive differentiation (r = .63)y, with

persuasive apility (r = ,56) and with perspective-taking ability
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cAr = .60;. Upward mobility was not correlated significantly with
self-monitoring (r = ,2Q). Stepwise multiple regression (with ,Q5
entry level) indicated only one significant predictor of upward
mobility . . . cognitive differentiation. This variable acccunted
for 484 of the variance in upward mobility. However, wheh the

significance level for entry was raised (for exploratory purposes) tc

w

the program default (.15), perspective—-taking proved to be a
significant predictor. Fifty-three percent of the variance was
»

exnlained by this two variable model. Persuasive ability and self
monitoring did not add significant variance even when the entry

criterion was relaxed.

DISCUSSION

Tne resu{ts of this investigation peint to several corclusions.
First, interpersoral construét differertiaticn, self-moritoraing,
persuasive ability, and perspective taikirg apoear to be, for the most
part, positively related. This finding is consistent with recent
constructivist research which suggests that interpersonal cognitive
differentiation is an ability underlying social perspective~taking as
weil as persuasive ability. Recernt research ha; supoorted these
relatiorisnios; the present study can be viewed as an externsion of
these firdings. More impbortancly, these later findings were cerived
from a real work situation where employees were asked to perform

communication tasks similar to those they perform in their daily

routires.
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Rdditianally, Synder (1979) Has argued that high self-monitors
are sensitive to how the; and others present themselves in
interpersonal situations. fAs Athay and Darley (19814 p.302) point
out, the high self-monitor appears to be "an individual who has
grasped the central social fact that achieving one's purpose regquires
accurate percentions of the signals sent by others, as well as
well-developed signaling capacities of one's own, and has therefore
developed the skills necessary to do both these tasks." This
research suggests that high self-monitoring individuals can use their
insights to bolster their interactional skills. If high self monitors
are in fact more other directed (Snyder, 1973), it seems they would
alsoc be better perspective—takers., However, we failed to find a
significant relatioriship between self-monitoring and
persoective—tgking.

One explanation for this finding may involve the nature of the
self-monitoring instrument. As a seif-reoort, true—-false
ouestionnaire, it may be somewhat susoect as a means of measuring a
communicative ability. The fact that construct differentiation,
oersnective~taking and persuasive apility all related more strongly
to eacn other than any of these related to .self-monitoring isg
tnearetically consistent anag may support the argument tnat free
response pemornstrations of communication ability are more approoriate
for research on communication apilities than are self-reoorts (Delia,
B. O'Keefe, and D. O'Keefe, 13&2).

A second conclusian suggested by this stuay is that

communication abilities are strong predictors of individual success

in crganizations. The present study examined four related
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'bdt distinct cémmunication abilities and found three of the four ta
be significant predictors of job level.

Third, and perhaps most important, it appears that persons with
more developed social cognitive abilities are promoted more often
than persons with less developed abilities. Earlier claims about®the
importarice of communication abilities were borne ocut in this study.
Construct differentiation, perspective-taking, and persuasive ability
were found to be positively related to wupward mobility in this
organization. And from owr findinps, we can argue that sccial
cogriitive abilities are significant predictors of employees!’
promotion to higher management levels.

A final corclusion is especially important to constructivist
work: of the four commurication related abilities investigateo,
cogriitive differentiation aspears to be tne struongest predictor of
batn Jjoo level and upwarg mobility. Constructivists argue <that
coonltaive differentiation is tne foundationn for other communication
abiiities, and this argumert 1s supoorted in our firaings.

This study suggests that communication abilities are lirnked to
cutcomes of importance for many organizational mempers——namely moving
up the "organizaticnal ladder”. We believe tnat an.imoortant facus
of organizational communication research should be to 1i1centify
asoects of communication benhavior that impact on the quality of
organizational members?! lives. Clearly, iderntifying communication
apiiities that helo or hinder individuals in achieving their persanal

and work goals 1s an impeortant part of such a focus.
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TABLE 1

INTERCORRELATIONS FOR SOCIAL COGNITIVE AND
COMMUNICATION ABILITIES?2

(1) COGNITIVE DIFFERENTIATION 1.0
(2) PERSPECTIVE-TAKING .58% 1.0
(3) SELF-MONITORING .30% .18 1.0
(4) PERSUASIVE ABILITY .56% .44% .32% 1.0
. (1) (2) (3) (4)
n=80 n=70 n=80 n=69
*P £ .01

a
Coefficients are Pearson product-moment correlations.

TABLE 2

CORRELATION MATRIX FOR COMMUNICATION
ABILITIES, JOB LEVEL, AND UPWARD MOBILITY?3

JOB LEVEL
Upward
1980 1982 1984 Mobility
(1) COGNITIVE DIFFERENTIATION .68%% g% %* .65%% .63%%*
(2) PERSPECTIVE-TAKING .68%% L64%%* .66%% L60%*
(3) SELF-MONITORING .33% .35% .34% .20
(4) PERSUASIVE ABILITY L65%* L57%% 57%% .56%%
n=77 n=56 n=58 n=55
*p < .05 ’
**p .01

a
Significance levels associated with various correlations vary due
to unequal samples.
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